
OPERATIONAL REVIEW OF THE 
NATIONAL SOCIAL SECURITY FUND 



OBJECTIVES 

• Review the NSSF operations in order to assess the institution’s 
capacities and institutional constraints. 

 
• Develop evidence-based recommendations to improve the 

administration of existing benefits. 
 
• Allow stakeholders to assess the enabling environment required to 

support coverage extension to new groups.  
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WHY FOCUS ON EII? 

• The only branch the NSSF managed from 2007 to 2016. 

• The administrative structure of the NSSF is set up to implement the 

EII branch.  

• Limited scope, consider further specific analysis (i.e. IT system, SHI 

process evaluation) 
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It follows that understanding the performance of the scheme to deliver this benefit will provide the best possible overview of where the strengths and challenges of the organization lay. 




METHODOLOGY 

• Examination of the legal framework 
• KII with all division directors and staff at HQ and provincial branches 
• KII with other relevant government (MOH, MEF) and social partners 
• KII with private sector partners (banks, private insurers)  
• Review of NSSF database according to key performance indicators 
• Nationwide survey (>1,300 respondents) to gauge knowledge of and 

satisfaction with NSSF services. 
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EMPLOYMENT INJURY INSURANCE 

Cover workplace accidents and work-related diseases  
• Medical care  
• Nursing cash allowance  
• Temporary disability cash benefit (TDB)  
• Funeral (death) benefit  
• Permanent disability benefit (PDB) and caretaker benefit  
• Survivor benefit pension 
• In-kind rehabilitation benefit  

 
• Low incidence rate raises concerns about claim procedures 
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By international comparison, the incidence rate of occupational accidents experienced so far is very low. This could be, among other factors, due to underreporting of accidents by employers. Larger factories operate on-site infirmaries staffed with a nurse or doctor, and it is suspected that minor injuries are treated on site and therefore not reported to the NSSF. During the early years of the scheme it was expected that reporting of accidents would improve over the next few years. However, 8 years after launch the incidence rate remains low, raising concerns about the effectiveness of claims procedures. 




NEW BRANCHES 

1. Social Health Insurance (SHI) 
• Medical care and hospitalization not exceeding 180 days within 12 months 
• Prevention services 
• No high-cost items due to limited supply 
 

2. Sick 
 
1. Maternity leave 
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ORGANIZATIONAL 
STRUCTURE 



THE ORIGINS OF THE NSSF 

• Established by Social Security Law to “alleviate old age, disability, 
death, occupational risk, or any other contingencies such as maternity 
and health” 

• Target population defined by Labour Law -> workers 
• Technically under the MoLVT and financially under the MEF 
• Governed by a tripartite Board of Directors 

•  approve contribution rates, determine investment, set its administrative 
structure and regulations on recruitment and incentives. 

• Legally a financially autonomous agency, but not in practice. 
• Structural challenge to efficiency. 
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The NSSF was established in 2007 under the provision of the 2002 Law on Social Security to cover all persons defined by the Provisions of the 1997 Labour Law. As an institution which collects contributions and manages resources for which the government acts as a last resource guarantor, it sits technically under the Ministry of Labour and Vocational Training (MoLVT) and financially under the Ministry of Economy and Finance (MEF). According to the law, the NSSF is governed by a tripartite board of directors, comprising representatives of workers, employers and Government. The Governing Body has, among others, the authority to approve the contribution rate of each benefit, determine investment, set its administrative structure and establish internal regulations on personnel statute, recruitment and incentives. The NSSF draws this authority from its status as an Institution of Public Administration, which makes it a legally and financially autonomous entity. However, in practice, the NSSF seems to continue to operate as a Department of the MoLVT. The limitation to act on the functions listed above constitute a key structural challenge for the Fund to operate efficiently. 
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The Director is fully authorized to run day to day implementation of the schemes and the Sub-Decree clearly delineate his duties from those of the Board, to whom he must report periodically. As the Head of Management, the NSSF Executive Director is accountable to the Board and thus should be appointed by the Board as well. However, the NSSF’s Executive Director is currently appointed by Sub-Decree at the request of the MoLVT. This is unusual, and reflective of the continued room to implement the institution’s de-jure independence in a de-facto manner. 
Due to the relatively short life of the institution, the NSSF has benefited from the leadership of only one Director and thus there has not yet been a need to ensure compliance with selection processes or indeed to establish guidelines on the suitability and fit-and-proper standards for the position. It is recommended that prior to any transition in Management, the Governing Body establish a policy on these standards 
Coordination amongst the divisions is done through monthly management meetings, but could be further strengthened by incorporating more formalized reporting mechanisms -> logical framework




THE SPPF, NSPC AND THE NSSF 

NSSF tapped for central role, mandate could be extended: 

1. Rationalization and integration of NSSFC 

2. Coverage of all working population, including those informally employed 

• Consider the pressure this increase in workload could put on administrative 
structures. 

• Simultaneous expansion to new populations and branches will require 
administrative reform and consolidation prior to implementation  

• The integrity of the NSSF’s tripartite structure also remains an open 
question.  
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Coordination at the policy level is to be achieved through the new National Social Protection Council (NSPC). The roles and functions of the NSPC include the integration and harmonization of existing schemes and the formulation of the institutional framework and governance mechanisms to ensure efficient implementation of the system. The NSPC taps the NSSF for a central role in this reform on account of its successful track record implementing the EII scheme for 
Rationalization and integration of NSSFC
Mandate to implement SHI and EII granted already by royal decree
Decision bypassed the Board and lack of clarity on the use of NSSF resources on preparatory activities for the private sector. Accordingly, the institution’s mandate could potentially extend in two directions. 
2. The policy specifically endorses the goal of universal health coverage and calls the government to assess possibilities to implement a SHI scheme for non-poor workers in the informal sector. The NSSF has been identified as the best-positioned institution to house the single-payer mechanism. However, there are still no concrete proposals for the implementation of schemes other than that of the public sector, nor any financial allocation on the government’s side. 




OPERATIONAL 
PERFORMANCE 

Presenter
Presentation Notes
The existing structure of the NSSF was established in 2008 to administer the EII scheme and served well for this purpose. However, this structure continues to be used without significant changes following the launch of the SHI branch. By assessing the performance of the EII scheme, the next chapter examines the NSSF’s structure in more detail and determines its capacity to support further coverage expansions. However, it is recommended that a specialized management consulting firm is engaged to suggest the details of this reform and if approved, how it would be implemented.



  

A NOTE ON STAFFING 

• In early 2017, 77% of the 782 staff were contractual (now 81%) 
• Amongst contractual staff: 

• 73% have been at the NSSF for less than 1 year (meaning that 54% of NSSF 
staff is in their first year of service!) 

• Salaries similar to civil servants, additional public benefits act as strong 
incentives for retention 

• Critical for high-skilled jobs (medical doctors, IT, actuaries, investment) 

• High turnover rates is limiting expertise and effectiveness 
• Power to establish salary scale and recruitment policy is critical to the 

institution’s capacity to extend coverage.  
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73% of these have been with the organization for less than one year. This means that in total, 54% NSSF staff officials are in their first year of service. This has obvious consequences for the productivity of the staff body as a whole, as 1 out of 2 employees are in what can be considered training periods, and the remaining ones are providing this training on top of their own functions.
This points to the fact that the NSSF is perpetually operating under staff shortages. The largest number of resignations were in the Registration and Contributions Division (12), followed by the Healthcare Division (10). 

The continued failure to allow the NSSF Management to manage its recruitment, salary and benefit provisions can have a very real and detrimental effect on the institution’s capacity to take on new challenges extending coverage 




  

FINANCE AND ACCOUNTING DIVISION 

• NSSF follows the financial reporting standards set out by MEF 
regulations. 

• Financial statements and balance sheets are reported to MEF and 
MoLVT 

• Difficult to track financial indicators as there is no Funding Policy 
• Ensure that plan assets are sufficient to deliver the promised benefits 
• Specifies: contribution rates and their evolution, risk tolerance and sharing, 

funding objectives and methods, etc.  

• Recommended: Investment Unit 
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Duties mostly on accounting, Records all contributions received, and all benefit and administrative expenditures.
tracking financial issues becomes more challenging due to the lack of clear financing and funding objectives. Such objectives are usually stated in the scheme’s funding policy. It is therefore recommended that the NSSF adopt an explicit, written funding policy for each of its branches, especially for long-term benefits



  

INTERNAL AUDIT DIVISION 

• Continuous internal audits and yearly external audits from NAA 

• From physical files to electronic filing.  
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POLICY DIVISION 

• Duties in policy formulation, planning and legal frameworks 
• In reality more PR function 
• Lack of M&E system and reporting limits planning capacities  
• Moving forward: 

• Legal Unit 
• Communications Unit 
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The Policy Division currently has 13 civil servant and 48 contractual officers and suffered a turnover rate 




  

COMMUNICATIONS NEEDS 

Knowledge of NSSF By industries Per benefit 
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Overall, moving ahead the NSSF will have to be more proactive in fostering a culture of awareness of social security and contribution responsibility. The National Social Protection Framework envisions a number of voluntary schemes from health insurance to pensions. However, voluntary compliance with contribution policy will be highly dependent on the overall culture of the social security in the country. The NSSF should approach this in a strategic way, instilling confidence in their schemes and management by constant education of the public about the programmes and their benefits




  

REGISTRATION DIVISION 

Registration of enterprises 
• No automatic mechanism to 

identify new enterprises 
• Inspectors visually monitor 

geographical areas 
• No power to address non-

compliance 
• Link business registration at 

MoC with NSSF compliance 

Registration of workers 
• Done through employers 
• Lack of link to civil registry leads 

to large amounts of errors in 
data entry 

• Challenge to update individual 
records and thus to guarantee 
benefits based on contributions 
(i.e. 2wm for SHI, 9wm for 
maternity) 
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There is no automatic mechanism for inspectors to identify new enterprises and they usually just monitor their assigned geographical areas in person. Considering the high turnover rate in this division, this is a very inefficient way of capturing new enterprise, particularly since inspectors do not have the power to take action against employers who fail to register. Generally, the NSSF needs to be empowered to take legal action against non-compliant enterprises. 

The lack of capacity to verify this information with a national civil registry leads to a large amount of errors in the data entry. The complexity of the Khmer language, and the lack of standardization across the spelling of names leads to a lot of inaccuracies. Given the high mobility of workers in the Cambodian labour market, it was common for workers to be registered with the NSSF more than once under slightly different versions of their names as spelled by their employers. An approximate 300,000 such cases are found in the NSSF database. This has a direct implication for the capacity of the NSSF to update the individual records of workers and could have a major effect on the ability of workers to enjoy the benefits of the SHI as eligibility to benefits is contribution based. A worker’s record must show that she has contributed for two and nine consecutive months, respectively, in order to be eligible for health insurance and maternity leave benefits. There is an obvious implication for other long term benefits like disability and old age pensions




  

INSPECTIONS AND LEGAL AFFAIRS 

• Main functions: contribution collection, inspection and compliance 
enforcement 

• Only civil servants can be inspectors, so limited manpower 
• In 2016, 14% of random inspections found non-compliance.  
• NSSF inspectors have limited authority to manage debts and levy 

fines, particularly at provincial branches.  
• Both employers and workers have called for notice mechanism (when 

a contribution is not paid) 
• Contribution ceiling is to low at KHR 1million 
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Compliance regarding the payment of contributions is important for all types of contributory schemes, as it provides the evidence of eligibility and ensures the financing for the accrued benefits. Usually, contribution collection and compliance involve multiple institutions, making process integration a key issue of implementation. No collaboration with other institutions like Tax Department

This is a wide scope of responsibilities for 129 staff to cover the country. Moreover, the Management of the NSSF has no power to increase recruitment of inspectors as civil servant staff are only seconded through the MOLVT. MOLVT inspectors don’t check for social security compliance




  

BENEFITS DIVISION 

• Benefits are not indexed to inflation or wage growth, despite rapid 
wage growth -> erosion of benefits. 

• Claims rates are growing but still low by international standards 
• For every 10 EII cases in 2016, 4 were not reported to NSSF.  
• Reporting late (months end) is common, leading to delayed payments. 
• Payments can only be approved by the Executive Director 

 
 Days 2013 2014 2015 2016 

< 7 days 3 3 5 2 

< 14 days 31 37 37 27 
1 month 1 1 1 2 

1 month to 3 months 22 18 18 27 
More than 3 months 43 42 40 43 

Table 13. Time between date of report and date of first payment (in %) 
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Pyments: The efficiency of this system is questionable, as the cost of transport of these documents can sometimes outweigh the cost of the claims and the time of the Director General is overstretched. As the number of claims continues to increase year by year, particularly with the introduction of new branches, a delegation of this particular authority could be pertinent in cases of regular employment injuries or under a certain value. Such a reform should of course be accompanied by electronic claims processing so that fiduciary oversight and monitoring can be maintained 
1 out of 3 claims is processed within 14 days, most take more than 3 months
As the level of claims rise year by year, particularly in relation to the new schemes, it would be advisable for the Benefits Division to establish a dedicated Payments Unit. While this unit provides overall supervision and strategic planning on payments and bottlenecks, the authority to pay small amounts could be delegated to branch office managers who could process claims more quickly and reduce the burden of the central office. 




  

HEALTHCARE DIVISION 

• No dedicated EII division 
• Establishment of Healthcare division reflects increased complexity 
• However, the implementation of SHI continues to rely on all other 

divisions. 
• Dedicated investment into the healthcare division has created 

incoherence in the overall capacity to deliver.  
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While a review of the SHI specific processes lies outside the scope of the present assessment, it is important to note the place of this new Division within the broader institutional structure. There is no dedicated Division for the Employment Injury scheme, because all Divisions play a role in its implementation. The establishment of a dedicated Health Insurance Division reflects the increased complexity of this scheme and need for specialized staff with an understanding of the full supply chain. However, it can also obscure the fact that the scheme continues to rely on the existing divisions to be implemented. It has been observed that the Health Care Division has received dedicated investments – mainly from development partners - in areas ranging from prevention to customer service and IT which have not been extended to other supporting Divisions, creating incoherence in the overall capacity to deliver. 




ADMINISTRATIVE 
SOLUTIONS     
FOR COVERAGE 
EXTENSION 

Presenter
Presentation Notes
The NSSF’s existing mechanisms have been developed on a “formal employment” model, with predictable monthly earnings, stable and clear employment relationships. However, there is a wide diversity of employment arrangements in the informal economy which vary according to industries and employment type (wage employees, the self-employed, casual workers, household employees and unpaid family members). 



EMPLOYMENT IN CAMBODIA 
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The total employed population in Cambodia is 8.4 million. Thus, currently, the total coverage of the NSSF represents about 13% of all persons employed in Cambodia. Within this, the number of paid employees is estimated at 4.1 million, which yields an effective coverage rate of about 27% of all paid employees in the country. This means that there are around 3 million workers who are entitled to NSSF coverage, but are not accessing it
Still, the fact remains that over 50% of workers are not in a traditional employment relationship, the bulk of the self-employed are in small-scale agriculture. 



AN ENABLING ENVIRONMENT 

Figure 26. Informally employed 
workers by employment type (2017) 
 

• Legal mandate? Labour Law covers the 3 
million people in salaried employment, but 
there is less clarity for people in other forms 
of employment.  

• Notification 307 explicitly expands mandate to 
the non-NSSF group, mostly SMEs.  

• Adapt existing mechanisms – developed for 
garment sector – to SMEs. 

• Construction sector prioritized.  
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In terms of expanding coverage beyond paid employees, the first step for the NSSF would be to assess how enabling is the environment to support a further extension of coverage to more difficult-to-cover populations. Part of the objectives of this report is to help identify the elements that the institution could leverage and the gaps that should be mitigated. 



THE SELF-EMPLOYED 

• Not a homogeneous group:  
• own account workers  
• casual wage workers  
• Homeworkers 
• Unpaid family workers 

• Low, irregular and unpredictable income. 
• Unpaid family workers and homeworkers have no income at all 

• NSSF expansion into dependents: require massive data collection and 
collection of contributions (1.2% of salary for spouse and children) 

• Could be started on a voluntary basis 
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Expanding further to other groups in the informal economy, such as the self-employed, will be much more challenging as this group is also not homogeneous. Own account operators, casual wage workers, homeworkers and unpaid family workers all operate under distinct employment relationships



ENSURING INSTITUTIONAL READINESS 

• NSSF Board to formulate Strategic Coverage Extension Plan. 
• Management to leverage partnerships: 

• MoI and MoC on registration 
• PCA, if independent, on claims processing 
• Microfinance institutions and mobile companies for payments 
• MEF Tax Department and MoJ on compliance 

• Increasing awareness on rights and duties 
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while the Management leverages partnerships with other organizations, both statutory and not, which can assist in reaching potential beneficiaries at reduced administrative costs and higher service quality. 



RECOMMENDATIONS 

Presenter
Presentation Notes
The progress made by the NSSF in the past 10 years is remarkable. It is this success which has now placed the institution at the center of a high-level reform to harmonize and expand the country’s social protection system, as expressed through the new SPPF 2016-2025. 
However, there is room for improvement and for the NSSF to successfully take up this new mandate, it is important for all stakeholders to understand these challenges, the history of the institution and the administrative structure that derives from it. Until one year ago, the NSSF exclusively managed the EII branch, and its entire organizational structure and processes are thus designed to deliver this particular benefit. The introduction of the SHI in late 2016 has challenged this arrangement as new and more complex processes add to the workload of staff. A more integrated approach to technical assistance is required to ensure that the institution grows in an even and sustainable fashion

The new SPPF set out a broad vision of the country’s social protection system, but remains vague on how to accomplish it. taking into account the challenges identified in this study, and the new role and responsibilities that the NSSF is expected to assume, successful implementation will require a systematic approach. It is thus advised that the institution develop a 3 years Organizational Development Strategy in like with the Secretariat’s master plan. 




To the NSPC 

1. Adopt a more systematic approach to expansion. Develop a strategy for the 
implementation of the SPPF and an Organizational Development Strategy 
for the NSSF. 

2. Address the issue of staffing. Uphold NSSF’s independent status and clarify 
governance structure.  

3. Facilitate collaboration between NSSF and other government institutions 
like Tax, MoI, MoC, etc. 

4. Promote a formalization policy. Make formality more attractive (ie. Improve 
quality of health services and remove double burden for maternity).  

5. Request NAA to allow for electronic filing system 
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To the Board 

6. Review and upgrade the organizational structure of the institution 

7. Establish policy guidelines on appointment of Management and fit-and-

proper standards for the position. 

8. Establish a Funding Policy for every branch. 

9. Develop an evidence-based Investment Policy for every relevant branch and 

appoint an internal or external investment manager. 

10. Explore the decentralization of functions from central level to branches 
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To the Management I 

11. Review planning, monitoring and evaluation processes. Establish logical framework 
with standards and benchmarks for key operations. 

12. Review continued relevance of various Committees and Working Groups. If 
functions are permanent integrate into structure, if not, time-bound groups. 

13. Establish a Legal Unit to prepare draft legislation and aid with prosecution. 

14. Establish a Communications Unit and take a more proactive approach in fostering a 
culture of awareness of social security and contribution responsibility.  

15. Put in place training and succession plans. Develop training materials for new 
recruits. 
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To the Management II 

16. Formalize processes into Standard Operating Procedures 

17. Simplify reporting and claims procedures and develop customer-centric systems. 

18. Innovate in terms of payment mechanisms. 

19. Methodically develop administrative solutions for informally employed workers, 

starting with SMEs and continuing with the self-employed. 

20. Formulate a coverage extension plan to guide these efforts and leverage 

partnerships. 
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Betina Ramirez Lopez, Project Coordinator 
ramirezlopez@ilo.org 

Malika Ok, National Project Officer 
malika@ilo.org 

Thank you! 
Questions? Comments? 

mailto:ramirezlopez@ilo.org
mailto:malika@ilo.org
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